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THE ARMY IS in the process of transforming ened the application of self-development to the Army
itself. Through the Army Training and Leaderat large by incorporating self-development as one of
Development Panel (ATLDP) assessment proceshie three pillars of development. In the previous
it is exploring the use of three meta-competencieteader development model, the three-pillar format
self-awareness, adaptability, and lifelong leardingwas referred to as the Parthenon because its ap-
A meta-competency is defined as “a competencyearance suggested a Greek temple.
that is so powerful that it affects the person’s abil- The prevailing efforts in the Army today are to
ity to acquire other competenciésThe three meta- link lifelong learning by employing the mechanics of
competencies are symbiotic and create a develogata transference. Army Transformation and per-
mental condition that propels the learner at a fasteeived future requirements have demonstrated a
and more complex rate than do traditional pedagogieed to develop in leaders a personal responsibility
cal instruction or experiential learning. for learning. Indeed, the ATLDP series of studies
Learning is the critical activity leading to progressound lifelong learning a critical requirement for fu-
or growth. The challenge for organizations is to inture development.
still in individuals a desire to make learning a life- QT E
long pursuit. Lifelong learning is defined as anTempo-Centrlc Llnkage
individual’s choice to pursue knowledge to progres@nd Human Development
beyond a known state of development or compe- The Army’s leader development process is se-
tence. Lifelong learning is a matter of psychologiguential and progressive. The key assumption is that
cal conditioning, not mechanical function. Without arléarning is the result of experiences that build on one
individual's commitment to grow intellectually, the another. Learning or comprehending increasingly
organization will fall short of its potential. complex information depends on a sequence of pre-
Missing from previous methods to encourage lifetequisite learning events. This suggests a learning
long learning is the systematic use of feedback, tf@nvironment that moves from the known to the
single most important element in the learning promore known with the passage of time as leaders
cess. Feedback increases self-awareness and all@gerience duties, schooling, and self-educdtion.
for dysfunctional behaviors to become unfrozen seertainty, however, decreases with education. The
that new, functional ones can be developed. Feetiore a person learns, the more he or she realizes
back is the basis for increasing self-awareness aftey do not know, and the more he or she seeks to
empowering the individual with choice. Without feedJ€arn. This developmental process is counter-intui-
back, learning is limited. The human condition is suckive to the operational and fixed resource models the
that people are blind to their own behaviors and nofirmy uses to develop doctrine and fosteucture.
verbal communication. Feedback from others in the The Army traditionally tries to anticipate re-
organization provides awareness of how a perscquirements derived from an anticipated operational
is perceived by others. situation. The Army builds a force structure or re-
The Army has always had soldiers who weréources that allow it to accomplish its anticipated
motivated to learn and excel at their specialty or pranission. This is achieved by determining a reason-
fession. The 1987 Sullivan study incorporated thable estimate of time required to gather mission
value of this self-developmental approattbroad- resources and to meet situational requirements.
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opmental tools, knowledge, and processes are avail-
able only in the present for present-day application.
To change to accommodate a prediction is guess-
work.

The best method for providing quality leader de-
velopment is to continue research and development
of practices that encourage leaders to perform at
their highest potential. A leader development process
that inculcates learning as the predominant founda-
tional factor and stresses the right types of compe-
tencies for the profession will develop leaders with
a self-renewing resource: lifelong learning.

Broad-Based Competencies

The leader development process begins with the
individual. Individual advancement depends on the
application of the best currently available methods
present. Such methods are the basis for developing
future leaders because they serve as the foundation
for the next level of generational growth in under-
standing human development. Two of the meta-com-
petencies, self-awareness and adaptability, are uni-
versal and enduring in that they transcend fixed
focal points of activity along a time continuum.

Competencies that focus leader development re-
sources and energy on developing leaders’ self-
) awareness and adaptability will break the current
Technological advances are paradigm of experiential development and provide

bringing information to any portal, greater clarity for a developmental direction. Com-

anywhere instantaneously. Nevbefore Petencies transcend leadership levels and allow for
' leader development at specified levels while facili-

has |nf_ormat|on on any topic be_er_] moretating the Army’s progressive and sequential devel-
accessible to more people than it is todaypment model. The skill sets associated with a po-
and the pace and amount @vailable sition account for the differences of leadership levels.

information is growing exponentially. As an example, an armor platoon leader requires a
different skill set and technical competence to lead

This eXpI_OS|On of m_ate”al has C'_’eatedhis platoon from those an armor brigade commander
an environment highly conducive to needs to lead his brigade. A common technical com-
individual learning. petence, however, provides continuity from grade to

grade and from leadership level to leadership level

in the developmental process. This allows the Ob-

jective Force leader to focus on overall development

Al too often, this process includes predicting athroughout a career rather than on a short-term per-
predetermined set of leadership skills, competenciespective of job-to-job, experience-to-experience.
and characteristics of a future leader for a future Lifelong learning is an individual characteristic
force. This is a futile exercise for two reasons. It isomprised of a complex amalgam of skills and abili-
impossible to predict the future. We can define it iriies, the first of which is initiative. It is the individual
terms of what we would like it to be, but we cannopursuit of knowledge that leads to comprehension
be certain what shape it will take. We can estimatand task accomplishment, which allows for skill de-
the time required for producing equipment, but fieldvelopment and the creation of increased compe-
ing might take longer. We can identify skills leadergence. Initiative becomes the quest for answers to
should possess, but those skills might be obsolete Byoblems not found in a field manual or school as-
the time the future arrives. The best human devesignment. Initiative provides the motivation to accom-

US Army

A'U.S. soldier tests interoper-
ability during NATO exercise
Combined Endeavor,
9 May 2003.
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plish a mission presented with unknown and uncg -
tain challenges and difficulties. Initiative kindles the - : .

. . oldiers role-playing as friendly
desire to develop new, missing, or undeveloped co military forces at a Phoenix Readi-
petence in new tasks. Initiative energizes the pu e AT £

. g L ew Jersey, 16 January 2002.
suit of self-awareness to hone the skills of critica
thinking and decisionmaking.

Lifelong learning presents new challenges to ed
cators and trainers because it redefines the Arm
traditional belief about the role of self-developmen
as one of the three developmental domains. The
sis for self-development is the personal desire a
individual choice to increase performance in some d
sired pursuit. Leaders face increased task complex
and uncertainty about how to perform new, co
plex tasks. Self-awareness brings the realization
absent or underdeveloped competencies. For
learning methods of passive learning used at i
stitutions or of experiential learning from operationa
experience gives way to a new learning metho
of proactive learning. Although influenced by
many organizational and collective factors, it is
individual choice that moves the organization for
ward. The burden is now on the individual to iden
tify and define needed competencies, assess his® ===
her competence, and decide what he or she m¢. =~ T

g— - —

learn to achieve success. In this way, the individui - -

contributes optimal individual performance to th . .
collective effort. ®The basis for self-development is

Finally, lifelong learning is an individual choice. Thethe personal desire and individual
literature suggests that organizations that learn fasghoice to increas@erformance in some

than can their competitors will perform best.the desired pUI‘SUit Leaders face increased
U.S. Army, an organization charged to protect th '

Nation, choosing to learn faster than can the enenf?Sk complexity andincertainty about
is the only choice. The leadership challenge fofOW to perform new, complex tasks.
today's Army is to motivate leaders to internalize th&Self-awareness brings the realization

vaIu_e of lifelong Iee_lrnir_mg SO thaf[ collectively t'he or-of absent or underdeveloped
ganization can realize its potential. Encouraging life- .

long learning is not accomplished by encumberin&ompetenmes'

human development with operational and resource

decisions. Leader development must be built into

new force design and doctrine and not tacked on

as an afterthought. Only then can the leader de-

velopment process provide competent leaders wt@ne of the three developmental domains, the func-
possess the necessary competencies to perfofi@n of self-development is to provide a means for

successfully in any situation. acquiring knowledge and comprehension that would

not otherwise be acquired at service schools or from
Self-Development operational experience. In this regard, self-develop-
in Lifelong Learning ment has been identified as the means to fill knowl-

First and foremost, the responsibility for develop-edge gap&Filling gaps, however, is a small part of
ment belongs to the individual. Self-development ishe self-development process. The act of filling
a positive action that involves the pursuit of knowl-knowledge gaps is reactive and provides short-
edge to establish depth of comprehension and uterm solutions to leader development, whereas the
derstanding about the logic of a particular topic. Apursuit of deep comprehension, knowledge, and
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I and critical thinking skills, thus furthering the devel-
The literature suggests that opment of critical operational skills as the cycle be-

organizations that learn faster than can €°mes self-perpetuating. Self-development perme-
ates the entire process and occurs wherever and

their competitors will p_erfo_rm best. I henever the individual pursues learning.
the U.S. Army, an organization charged The Role of Feedback

to protect the Nation, choosm_g to learn Feedback is the single most essential requirement
faster than can the enemy is the onlyror leaming. Yet in the area of self-development, it

choice. The leadership challenge for is the aspect least emphasized by the Army’s edu-
today’s Army is to motivatieaders to cational and training processes. Feedback is also

; ; ; ; neglected in the other services. Each service at-
internalize the value of Ilfelong Ieammg taches a different emphasis to this area, although in

so that CO"GC“VG'Y the_ organlza_t|on general, the sister services do not emphasize
can realize its potential. mentorship and self-development as much as they
do institutional schools and operational assignments
as sources of learnirig.
ATLDP officer and noncommissioned officer
(NCO) studies highlight the lack of attention feed-
understanding is proactive and provides long-term inback has received. More important, the studies rec-
provement to the Army. ommended changes in counseling, leader develop-
Technological advances are bringing informatiorment standards, and career map pamphlets such as
to any portal, anywhere, instantaneously. Never bé>A Pamphlet 600-3Commissioned Officer De-
fore has information on any topic been more acceselopment and Career Managmetat,address the
sible to more people than it is today, and the padeportance of feedback to the Army’s developmen-
and amount of available information is growing ex4al proces$.
ponentially. This explosion of material has created Feedback increases awareness of how others per-
an environment highly conducive to individual learn-ceive one’s performance against a standard. It al-
ing. The availability of information at anytime, any- lows the individual leader following a self-develop-
where, allows lifelong learners to immerse themment plan to evaluate whether or not he or she is
selves deeply into any topic at their own pace usingchieving desired outcomes as a result of behavioral
any learning method. and action choices. The awareness gained from
Such a plethora of information can become unfeedback sheds light on the reasons the leader is not
manageable and overwhelming. A structured and digchieving desired outcomes. Emphasis is on the rea-
ciplined self-development plan that includes a mersons for not achieving outcomes, not on the outcome
tor or coach is essential. Time also becomes a criticéelf. Feedback allows the individual to make
resource. Time dedicated to self-development conghoices otherwise unavailable without feedback.
petes with other primary organizational responsibiliThe choice is to influence events for more favor-
ties; nonetheless, self-development should occur rable outcomes by altering or unfreezing rote actions
gardless of duty assignment or status. and behaviors or to make no changes and know-
The three developmental domains are symbiotidngly continue to get the same undesired outcomes.
Viewed as a cycle of events in the Army developThis methodology has direct application to the indi-
mental process, the leader enters institutional trairvidual pursuit of knowledge and understanding.
ing having already experienced some training and The value of mentoring, coaching, and counsel-
exposure to organization accomplishment. Heréng cannot be overemphasized as essential parts
knowledge and comprehension are gained in vargf the feedback process. Since learning is a highly
ing degrees and brought to the operational assigimdividual act, individual counseling and mentoring are
ment. Decisions made, conclusions drawn, antequired to optimize the learning potential of any given
thoughts reasoned are influenced by operational egxperience. The feedback provided from this type
periences and by knowledge acquired from the inef individualized focus creates the optimal conditions
stitution. Learning from operational experiences corfor team effort in the organization setting. The indi-
tributes to the thoughtful development of reasoningidual is made aware of how his personal actions
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affect the organization. The intent is to improve an
change the individual and, thereby, enhance the oven armor platoon leader

all performance of the team. requires a different skill set and
Lifelong Learning and the Army technical competence to lead his platoon
What organizational environment in the Army from those an armor brigade
day is not confronted with the challenges of reduceJ | hi .
resources? Every ATLDP study cited the curreftOmMmander needs to lead his brigade.
operational tempo as placing significant stress oA cOmmon technical competence,
the Army as an organization and on the soldiers dyowever, provides continuity from grade
individuals. Environments such as this present leag, grade and from leadership level to

ers at all levels with innumerable problems and Oﬁ-? dershio | lin the d | tal
stacles to achieving organizational goals and acco =adership level In the developmen

plishing organizational missions. Answers to thes@rocess. This allows th®bjective Force
challenges are not easily found and when they arkeader to focus on overall development

more often than not, they are highly complex anthoughout a career rather than
difficult to implement. The greatest percentage o

organizational solutions, however, resides in thén a S.hort-term pers_pectlve of ...
corporate body of any organization. experience-to-experience.

The Army’s leadership doctrine defines lead-
ership as an influencing process. It suggests that
any member of the organization, regardless of
rank or position, has the ability to influence therecommendations. The expansion of broad compe-
decisionmaking process, thus leading the organtencies that transcend fixed points in time, 360-de-
zation for that particular point in time. One way togree assessments to provide the feedback essential
harness this energy and potential is through thie quality self-development plans, and renewed em-
creation of an organizational environment thaphasis on leader development counseling are evi-
encourages the value and eventual internalizatiattence of the Army’s commitment to improve leader
of lifelong learning. Lifelong learning requires or- development. The challenge ahead is a big one and
ganizational leaders who are self-aware and coneften daunting. Instilling commitment to lifelong
mitted to the pursuit of depth of knowledge in ordetearning is an attempt to change a conservative cul-
to optimize organizational performance. ture. The alternative, however, is slower and less
The Army’s leadership has begun this process byomplete learning. Given future operational environ-
taking the actions necessary to implement ATLDPnents, that is unacceptableR
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we have to go. This notion supports the concept of lifelong learning as a commit-

ment to a psychological state essential to the active pursuit necessary to fill an ex-
tensive void.
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